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Previous research and theorizing by Locke and. his colleagues 


has indicated that knowledge [knowledge of score (KS), renledys of * 


° 


results (KR), Fendbac by itself does not have the power to con oe | 


trol action.,; When differential‘ goal setting by subjects tn KR and 
- ‘ ; / r 
| NoKR condi tions was controlled, KR had no'effect on performance. " 


Thus, Locke and hts colleagues concluded that goals and intentions 


= 


mediate the effect of feedback on performance (Locke, 1967, 1968:;.. ~ Ye ' 


: Locke & Bryan; 1967, 1968, 1969; Locke, Cartledge & Koepre!, 1968). M3 , : 
t meg -. 
ee results indicate that KR by itself is ‘not a subfiictent cond? tion ’ $ 
for performance improvengnt . They songs that before-knowledge can . — : gah ‘ ‘ 
‘ Nee! 
3 PY nena behavior, it must’ be appraised as significant and used to “be 
> ‘is . my . 228 
set goals, ‘develop intentions or formulate plans of act ign (either ae pric 
‘ y. : a) Sa ie 
explicitly or implicitly). : » ered ; | 
‘eke the evitience indicates that knowledge is not a suf- a 
\ ondition for goal setting and task motivation, one could 
, nae bar . ‘ s 
% * aes 4 of . P| 
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logical ly ask whether it ig.a necessary condition. For example, 
how could 4 person know he. was syccessful by reaching a goal (or how 
hard he had- to work to reach it) without -some form of feedback? 


. ’ "= « ry 
The procedures’ and experimental design used by Locke et al. 


“are not inconsistedt,with this question. Im their experiments, 


‘while the subjects in the KR-No Goal conditiong,were nos, in fact, 


x 


‘ gress in’ r¢tation to their goals: 


given the opportunity to set’ gpals, subjects in, the NokR-Goal set- 


ting conditions did haye some knowledge. For example, in the, Locke 


e 


ry 


5 > 4 ao 7 . 
(1967) study, NoKR-Gga4 en given knowledge of their pro- 


Locke setianledatd that it he 
jnot perneeis to set _goals edn ingful ly unless ape sleet have 
some knowledge of how hard the goals aré and how they are perform- 
ie (or have perggrmed ‘in. the past) in er to their goals, 

In another study, by Locke and Bryan (1968), subjects were 
given.a computation task to perform in two groups, KS aa NoKS. No 


TA!’ is + 
gogl setting Instructions were given. However, after the first 


" par® of the ewperiment, all subjécds were asked to set their goals 


‘ 


for the secand part. Findings dridicated that in the second part of 


the’ experiment, after subjects set their goals (a) tevelvof perform- 
, ° a 


a 


ance attained by the KS group was higher than that attained py the 
NoKS group, (b) the distribution of. goals reported by the two' groups 


was different, with KS subjects setting more difficult goals than 


e 


NoKS subjects. In bo@h groups goals were ‘set on ,the basis of, not 
. - f 


_in, the absence of, some knowledge of previous performance. 


The present study is designed to test the hypothesis that KS 
a oi d ‘ 


Ni r 
is a necessary condition for goal setting to affect performance. 


Specifically, it is predicted that, goals will be related to task 
- " ‘ { 
« -™ 
performance only (or more strongly) under conditions of high know- 


ledgé and not (or less strongly) under condi tions of low knowledge. 
: % | i 
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tn other woPds there will be an interaction between feedback and — 
s \ > . yh 


goals on performance. : xt. 5 

‘lt may be argued that this interaction hypothesis is in line 
with the basic theorem that behavior is 4 function of the in'ter- 
action between the individual and the environment, Be=f (PE) A 


’ Rand 
- vdriant of this ‘model is proposed -by Schneider (1975) for the pre- 


dictton of behavior of people at work. His approach is to note 
that the prediction of performance on the basis of individual char- 
¢ © 
_ acteristics is maximized in certain:kinds of situations. He was 


able to-cite few studies that investigated this idea of an imter- 


action between individual differences and organizational attributes 


y 


' (Forehand, 1968; Dunfette, 1973; Schnéider, 1974). ~ oe 
5s The characteristic common to.the studies he cited seems to be’ 
that it,is only under conditions rewarding and supporting individual 


differences that performance is signifiéantly related to personal 


attributes. Thus, &chneider raised the hypothesis that performance 


: 4 > ‘ : iy 25 
would be highly‘ predicted by, personal cheraiteristics under condi= 


e ~ ™ 
tions, which facilitated the display of individual differences. The 
organization conditions which satisfy this criterion were shown to 


‘, 
‘, 


be: differential reward systems, equitable reward systems, en- 


\ 


céuraging innovation, supportive leadershkp, and autonomy in work 
‘ 5 ae ‘ \ 


Anehnelder 1975). 


The hypottiesis raised by “Stone iden can be tested in the con 


5 


text of eile presant study, since,external KS Ks a self-set goals 
. \ ' . = 
can be conceptualized as an environmental attribute and an individ- 


ual’ variable,. respectively. When thete are no constraints on goal 
. 4 ’ * 
° \ . 
setting, and subjects.are given KS on an individual basis, KS should 


»increasé and support tHe expression of individual differences. 


* 


On the basis of the above discussion the following hypotheses 
: a 
} ‘ ; 4 : 
vane hotiaiiateds : (a) There will~be higher variance in self~set 


“goals: or, interitions under KS than NoKS, if goal-setting is not con- 

‘strained, (b) The ‘fBTationship batnden aeehartenes’ and self-set 

goals will be higher under the-KS than under the NoKS condition, , 

4 “ x * . 

and (c) there will be an interaction effect between’ KS and: goal 

setting in predicting performancé such that the interaction effect 
« 


\ F : 
‘will be the best predictor. 
\ es a ; 


4 
Subjects 


. \ The subjects were \86 undergraduate s tiidenes enrolled in an 


\ 


inkroductory psychology Meveaa: at ane Technion-Israel Institute of - 


Technology 
Task : : . % : 


The task was’ number comparison, requiring quick checking tp 


Mo Sty r) 
detect discrepancies between two lists of numbers. It is one of 


‘ A 2 


4 


the common clerical. aptitude. tests. Two similar forms were used, , , ‘ 


. 


‘ ts 2 a 
each in a different stage of the experiment. Performance was mea- 


sured by the LA of ‘correct answers. | 


’ 


* 
¥ Procedure and Conditions | ae ee 


Bun Rers were diwided at random into two groups: the expedi- 


. mental’ group (the KS group, N = 38), and the control Groups NoKS ° 
; (N = 48) ).. The experiment was administered: in ‘two: stages. In. the . ’ 
; First stage the two groups were istrict to perform.the task ee By 
seth a specified ‘amount, of time.’ In the second stage, the pxperi=’ 
| : mental condition was introduced , At the conclusion of Stage One : : ‘ ; A 
3 suBjects in the segentscn group were - told how. they had stati, . , 
: performed relative to Sieg: during the first Stage.. This informa ee | 
: ‘ , tion‘was given to each snares group Subjects in one of 5 ways: e 
£ Se ; schieske performance is among, the highest 10% ° 3 : i 
Z P subjects per formance fs among the highest 25% ° ar u : _ s 
ie subjects performance is satis ‘the _bighast 50%" . ve us 
. ” subjects performance i is among the highest 78% 7 i = ia . . 
ws 4 a. subjects performance is amqog the highest 90%: >” : 


. 


* ~ | «The control group ‘received nid. feedback ‘on pérformance. 2 : 
ay eR aquest ionnalire-destaed to assess subjects! intent ions or > 


. ‘ ‘ 
+ ‘ t 


self set goal for the second part’ of the exper imertt’ was administered \ 


: ‘ at the peaianing of. Stage Two t6 both exper iindntal and ° ‘control sub= ‘ 
jects. For the exper imental group the quest jonnaire was administered 
“tawediarely after vhf experimental ‘cendition, waedbaele on perform- : 

«7 » hs . ad 


a 
ance, was introduced. ‘Subjects were asked to indicate their level 


of ‘intention far performance on a five-point scale, similar to the 


4 


five levels of performance feedback: \ 


intention to be among the Highest 1.0% 


intention -ta 'be ameng the highest’25% 


intention to be among the highest 50% 


¥ 


‘intention to be among th highest 75h . 


ek be among the mahest 90% 


4s ~~ 


After.this, subject¢-worked -on the second form of the sumer 


. 


parison task. 


Results 


} ! / ov 
The two groups did not significantly differ in/performance at 


. the end of St&ge One, i.e., before the experimental condition.was 
| y 


introduced (Rye = 9.82, Kyoys © 10.00, ty 148, p>.05). Because 


No 


: there” were ‘no differences in performance betweén the two groups at 


"that point, all a A a in the second stage-can be accounted 


“for by the experimenta| treatment..: 


‘ 7% 
' 


“ 1. <The. first hypothesis stated that Individual aptrerencss in 


levels ‘of intention itn under. 
oe .& 


» NoKS*, This hypothesis was. Supported by ‘significant nt tTarenees - 4 


the KS acaba as seo aeal to” 


iG 


Setanta variances of the- wo ‘groups in level of intention 
tag 
(c 


ot 
PKS + F yong T cttle Ee 2.29 (37,87), esl). 


2. The! ‘second’ hypothesis Setnsd a side relationship 


‘ 
‘ 


between intention or Bel fe ~set goals, and performance for the ks areue 


as s compared to the NokS group. : - 4 os Se - 
The Ee, correlation bituaen ‘sel f-set goals, and bait imatte 


1 

'! for the KS group was ©, = 60 tpt 01); for, the NoKS, ° group’ rae ols 

Using Fisher's Zz, the difference between these*two ca relstinhs, was 
v 


* . 


significant (pe.do1) (The Pearson Correlation acrass ali subjects 


‘ between intention and performance, Was ‘r = ee pc. 05, ‘andl betwen 
feedback and perhorpanae was n= “neh “pe. 05.) ; This Festilt. ‘strongly 

te ~ ‘ . 

“4 Supports the: hypothesis that performanée is more e strongly. related 


ge 
al Fengoats under ‘the’ “KS condition than under’ ‘the NokS condition. it 


Fndicates thet the eftace of oalisss on ‘performance is moderated 


\ by / Feedback. In other bores: feedback and ants are : interactively 


‘ related to performance. " 
j * i hae . 


3. The predictive power of the interact ion effect’ of feedback 


Cd 
Bee « 


x goal on performance diag’ ‘the third hypathasis. The Interaction 
rs ’ 4 ‘ , 7 


effect was compared to the-single effects of feedback| and goal .by-~ ; 


considering the model: ; baa , Be 
~~ 2 AY = bp by + bx, + bx, + b, 3% X2 + etrde 
er : a "where v% aie ? o ne vf e 
ys ee ie + acy = feedback <a Ed ae 


ae 


a a Lays ny) goal * . . 
ee 7 a XX = the interaction term of (feedback x goal) 
h . ‘ la \ ; ed 
The following results were found using step-wise regression: 


. 
. 


F . 4” Ve 
ae, | 7 . . as 
Fi a a J 


/ 
. ( Variable ‘9 2 
Step Entered R R R™ Change. 
Step} —x,x, * HO * «16 16" 
Step2 x, ly .19 .03" 
Step,3 xX, « 9 22 02, 


- 


“p< .05 


The final B!s were: V.7X)Xos -1.3x), ~.6x,. Results supported the 
third hypothesis that the Interaction effect of feedback x goal is 


F ~ 
the best single predictor of perfarmance. 


' Discussion 


The focus of the present study was on. KS as-a necessary condi- 
tion (though net sufficient) for goal or intention to affect task 
naktonnanea Locke and. his colleagues Kncteabal that Knowledge is 

¥ ot atsufftctent condition for goal setting snd Awek motivation. 

i™~ * The crucial ‘dua for them ''i's not that a nara is given KS but 
+. Wat he does with it! (Locke, Cartledge & Koeppel, 1968, p. 475). 

Hewavee they did not directly test the hypothesis that KS isa. 

necessary condition for goals to affect performance. | 
The present. study tested the hypothesis that. KS has a'signifte 

é cant effect on goal setting and that it is a necessary condition 

“for goals to affect performance. When feedback is manipulated and 


goals are set by the individual without any constraints, these 


x, hypotheses are congruent with the variant of the B = f (P,E) ‘inter- 


Ad 


12 


action type, proposed by selmejder (1975). 


The effect of KS on goal. “setetng ‘inal vias measured by the , - 
© nee -extent..to-which..it facilitates. the aicples of individual .differ= 
a a. 
+ +, ences in si F-eut goals. This was revealed by showing that the 


variance of self-set goals in the KS group was significantly hénbee 
than in the NoKS group. ‘lt was under the KS condition, also, that: 
self-set goals were hypothesized to-be more strongly related to 
performance. Results confirmed “the hypothesis by revealing a high: 
Secraletion (r= .60;-p<.01) between self-goalgsand performance in 
the KS grauy wate was significantly different from the correlation 
bats the same variables’ in the NoKS group (r = -.01; p< 05). 


Thus, KS was found to be a necessary condition for goals to- 


affect performance. {t was then hypothesized that the interaction : 


4° term, feedback x goal, which is another way of expressing the above . 


E>. relationship, is. pet outs predictor of dah Pobinanee; Results: Fone 
. cated that the. interaction term was the beak single predictor of 

cxefernanes (Step 1 in the step-wise regression; rR? = 16) as com- 

pared to the additional single effect of feedback (Step 2; R? ‘ 
change = .03) and goal (Step 3; R? change = .02). “thas twtersetion 
effect of feedback x goal on -per formance indicates that both feed- 
back and goals are necessary for the stedletton of performance, to 
which they are interactively related. 


These findings also supported the kvecthawta ‘raised by Schnelaer 


(1975), that performance is more predictable from personal attri- 


butes under conditions promot ing the Maplay of individual di ffer- 


ae ‘em = 7 
; Bs 3: 


oe 


ences. ¢ It should be emphasized that? the ec between the 

feedback x goal “Interaction and the person x environment inter- . = 
oe is ‘confined ish the following condition: feedback is mani~ 
pulated by the enivicnnniat and goals are self-set a eo cans 


straints. Thus, they are conceptualized as an environmental attri- 


i ° i > : 
bute and an individual “differences characteristic respectively. 


« 


The interaction effect -of feedback x goal on ‘performance is 


then the. end of the circle which started with the idea-of creating 


situational conditions which facilitate. the display of individual 


differences. . 


7] 


Feedback was found to be such a situational attribute. It 
facilitates the display of individual differences in self-set goals 


, on the basis of knowledge of individual past performance. Then 


. 


“when self-goals are set, it provides knowledge for future perform- 
. > 


ance’ to be consistent with the self-set goals. Thus, feedbackvis - 


a necessary condition for the goal+sett ing-per formance relations.» 


" éhllpe ets ; ae; ‘ { . 


* 
. 


The assumption of person x environment interaction means that 
people with different duvanceteics attain their max imum ‘attaiee 
ance under particular orgénizattonal condi t fons .~ Hence, if the. 
organization is interested in predicting behavior, it would be best ~ * 
predicted under a climate which enhances the display of individual 


differences. : A . 


* 


* ° ; ¥ 
The knowledge that intentions under the feedback: condition is 


a successful predictor of performance does not explain the process 


if ee 8 | 


- 


¥ 


! 
: * 9 
behind its effectiveness. ‘''Information is needed;as to how various 


Individual difference factors affect the entire im setting process'! 


(Steers, 1975). Few studies have ever been accomplished on the ; 5 Si 
; ‘ ’ 
effect of such personal traits as need for achievement or self- 


* 


esteem on performance under different organizational conditions. 
a | 
The even more complex issues, exiuining the relationship between 


personality and intentions and trying to understand ‘chs relations 


ships between personality traits and intentions under different 


organizational conditions, and their interactions, have not re- - 


* 


ceived-attention. 
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